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Introduction

This Committee was to investigate ways to enhance the ARRL and the ARRL Foundation’s ability to solicit funds.  It became apparent early in this study that the working relationship between the ARRL Foundation and the ARRL Development Office was key to the future success towards enhancing efforts of donations, especially at the major donor level.  This Report contains recommendations for action to take that will enhance both entities in soliciting funds.  It will require that change be considered in the organizational alignment between the entities through the creation of an advisory group. Fortunately, we have a golden opportunity to implement this change in an orderly fashion using the concept initially on efforts to support the upcoming ARRL Centennial in 2014.

The ARRL finds itself with two 501(c)(3) tax-exempt entities: the ARRL itself and the ARRL Foundation.  As we approach the ARRL Centennial in 2014, the opportunity exists for a major campaign to build the ARRL Endowment, but neither the ARRL nor the ARRL Foundation has a Board of Directors that is oriented principally toward donor solicitation.  This report recommends the creation of a Centennial Campaign Committee comprised of high-level donors with the contacts, skills, and dedication to contribute to the Centennial campaign. Should the effort be successful, a permanent Development Advisory Board would be created based on the lessons learned during the campaign.

Organizational Structure at the ARRL

In an ideal world, the corporate structure of a non-profit organization would consist of a Board of Directors to provide strategic leadership for the organization; and operational office with an administrative and programmatic structure to carry out the mission of the organization and serve its supporters; and a fund raising arm to generate the revenues necessary to find mission-based programs and services.

For the American Radio Relay League, that structure includes an additional structural element, the ARRL Foundation, which yields the anomaly of two unique but linked fund raising offices with each following the mission to support and promote Amateur Radio. However, each follows a separate path.  The first, founded in 1914, is the American Radio Relay League, Inc., an independent 501(c)(3) organization whose purpose is to provide support for radio amateurs with programs and services to members and affiliated clubs with varied interests within Amateur Radio.  The second, the ARRL Foundation, was founded in 1973 by the ARRL to attract and administer contributions in support of the amateur satellite program and other innovative programs related to the purposes of the ARRL. The Foundation is a separate 501(c) (3) organization, linked to the ARRL in its Board structure as dictated by the By-Laws.  The ARRL Foundation provides scholarships and grants to support Amateur Radio programs. 

In 2001, the ARRL created a Development Office dedicated to fund raising on behalf of ARRL. The Development Office has raised considerable contributions to support members’ programs and services not funded by annual dues.  The success of the Development Office to fund initiatives in Spectrum Defense, Education, Ham Aid, Historic Preservation and W1AW has been almost exclusively based on the philanthropic relationships developed with ARRL individual members that produced contributions ranging from $1 to $75,000. 

The ARRL Board of Directors is responsible for focusing on issues related to programs and services for members and on their fiduciary and governance responsibilities.  The ARRL Foundation Board, although originally constituted to provide fund raising support, is most successful in focusing on scholarship and grant awards. 

Currently neither body fulfills the vitally important function of providing fund raising experience as a volunteer in the cultivation, solicitation and stewardship of major donors and personally contributing leadership financial support that is a key component to Board membership in most non-profit organizations.  Such functions for volunteer leaders are imperative for a successful major capital campaign and continuing high level development activities.  Most non-profit boards are fund raising boards, yet neither the ARRL Board nor the ARRL Foundation Board is an actual fund raising body per se.

Principles of Managing Donor Relationships

Donors come to an organization based on their personal passion for the mission of the organization and usually in response to a solicitation. In response to that initial contribution, an acknowledgment of the donation is one of the most important steps toward a second contribution.  The acknowledgement is the basis for stewardship of that individual and provides an opportunity to build a personal relationship with that donor.  While not all donors have the same interest or income capacity, over time and with careful conversations during which knowledge of the donor can be gained, some who have the capacity will respond to that personal relationship and emerge as major donors.  Consequently, it is the careful identification, cultivation, solicitation and stewardship of each donor that is the basis for a lasting and fruitful philanthropic relationship. 

Experience tells us that while some donors still desire certificates, plaques, pins and mugs, those who contribute at the higher levels give for many reasons – for recognition, for the satisfaction that they leave a legacy, to know that their name will be honored by future generations and to receive advance information and have access as an “insider”. For a national organization, providing personal access to the organization’s leaders can be a challenge, but in our electronic age, providing information is certainly possible. 

For each non-profit organization, the term “major donor” can be something different.  For a small organization, it can be a gift of $100 or $250 annually. For a large hospital or university, the major donor level may be $25,000 or $100,000 or more, annually. For ARRL, the major donor level for many activities has been set at $1000 annually. 

Major Donors at ARRL

Preliminary donor research indicates that ARRL donors have significantly higher giving capacity than is currently evident. With the proper campaign focus, organizational structure and development tools, the Committee believes that ARRL can benefit from greater generosity of donors who are currently giving, and, in particular, at the major donor level.

With more than eight years of focused fund raising, the ARRL Development Program has cultivated solid relationships with its donors. The time has come, however, to explore major gifts of six and seven figures.  To make the jump to that level, it will require improved coordination of efforts. The results, of course, could be of substantial benefit. Preliminary cultivation efforts have shown that there are radio amateurs with significant capacity who are already contributing to the organization but far below their financial ability. The Committee believes that the organization is ready to launch a major fund raising initiative that will offer a platform for the solicitation of large gifts. That is the next major step in the evolution of development at ARRL.

ARRL is one of a few national organizations that will celebrate a centennial in the next few years.  Such an occasion provides the organization with a perfect platform for a major fund raising initiative.  An endowment campaign to celebrate the ARRL Centennial in 2014 provides the perfect opportunity to build on the fund raising foundation put in place since 2001. 

For those donors whose involvement in Amateur Radio has provided a professional living or a lifetime pursuit, and who have a solid philanthropic relationship with ARRL, a multi-million dollar campaign to build the ARRL Endowment offers a vehicle to meet their desire to give back to the service that has given them so many years of pleasure. However, as the Amateur Radio population ages, time is critical. Frankly, some of the key leaders in Amateur Radio that grew up in the early days of Amateur Radio development are already passing from the scene.

A campaign of such magnitude requires comprehensive institutional commitment, including critical new tools for fund raising, primarily in the area of campaign leadership and support.  A robust and mature fund raising operation combining the strengths of ARRL Development and the ARRL Foundation is essential to maximizing results of the Centennial campaign with better coordination and higher yields in fund raising revenue. The labor-intensive personal contacts and visits involved in the cultivation and solicitation process can be achieved best by combining and expanding the ARRL and Foundation roles and resources to shift into a new fund raising initiative. 

Steps to a Stronger Development Program

The key question is whether the ARRL and the ARRL Foundation should combine resources to create a unified fund raising entity for Amateur Radio. The answer may be based in part on a revised organizational structure, but most importantly should be based on an understanding and application of the key fundamental principle of Development, that is, to be donor-centric. A shift to combine the focus and mission between the entities and to improve coordination between them is paramount to enhance donations and attract the higher-level contributions.

Such a fund raising paradigm shift at ARRL will produce fund raising success in the future, specifically in the next five to ten years, beginning with the 2014 Centennial Campaign. To facilitate this change, the Committee recommends that a Centennial Campaign Committee (“CCC”) be created. The CCC will combine the talents of representatives of the ARRL and ARRL Foundation. The Committee further recommends that select experienced and influential individuals and donors who bring philanthropic experience to the campaign be selected as members of the CCC. This will make a strong and talented Centennial Campaign Committee. By helping to provide a focused fund raising role with defined responsibilities for members, the Centennial Campaign Committee will make a vital contribution to the Centennial Campaign as volunteer advisors, cultivators and solicitors. 

Role of the Centennial Campaign Committee

The creation of the Centennial Campaign Committee begins with the selection of a Chairman. That position will be identified by a nominating committee comprised of the ARRL Foundation President, the Chief Executive Officer, the Chief Development Officer and a Vice President of the ARRL Board of Directors appointed by the ARRL President.  The nominating committee, including the Chairman, will finalize the job responsibilities for committee members and identify candidates to serve on the committee for the duration of the Centennial Campaign. The nominations for Chairman and other members of the CCC will be submitted to the ARRL President for approval.

Other members of the CCC will add their expertise and skills in fields such as accounting, planned giving and legal representation.  A liaison to the ARRL Board of Directors such as a Vice President will provide a regular flow of information to ARRL Officers and Directors. Such an advisory group is vital during the campaign period to serve as a campaign committee to assist with the execution of each phase of the campaign.

The Committee members will be philanthropists, industry experts and leaders of the Amateur Radio community who will be asked to participate actively in raising leadership gifts for the ARRL 2014 Centennial Campaign. The Committee member responsibilities include:

· Attend the CCC initial meeting at ARRL Headquarters

· Contribute to the prospect review process to identify key prospects

· Develop and execute personal cultivation plans for assigned prospects

· Develop and execute the solicitation of leadership gifts

· Conduct face-to-face meetings with potential donors

· Participate in CCC meetings by teleconference as called by the CCC Chairman

· Apply expertise in professional discipline to develop campaign policies and goals

· Develop campaign strategy and action plans

· Make a personal financial commitment to the ARRL Centennial Campaign

· Develop and prepare progress reports and next steps for each donor

· Edit and review semi-annual campaign reports to the ARRL Board of Directors.

Donor Identification and Interests

The work of the CCC during the Centennial Campaign will begin with a comprehensive donor research process conducted by a respected and experience research firm. Preliminary screening on the top 500 donors indicates that a segment of 75 donors has giving capacity in the six- and seven-figure range. A full review of the ARRL membership file will provide more detail on prospects for the Centennial Campaign. This research provides the foundation for a review by the CCC that will participate in the prospect review process to add more personal information and identify the important relationships between CCC members and donors/prospects.  With that information, an individualized solicitation plan can be developed for each donor or prospect.  

A key aspect to each personalized solicitation plan is identifying the areas of interest for each donor or prospect, identification of the proper person or people to contact the prospect and a plan for personal contacts and visits for cultivation and ultimately to determine the ask and the process of solicitation.  The basis for such information may be the giving history maintained in the ARRL donor management system. Input from the CCC members will supplement that giving history with personal information on each donor/prospect including his or her area of interest in Amateur Radio, other organizations the individual supports financially and business interests.  

To provide each donor/prospect with opportunities for involvement with the campaign, ARRL has developed a list of special gift opportunities that would give the individual the opportunity to endow and name a physical space at ARRL Headquarters, such as operating suites at W1AW or the ARRL Lab, or programs such as the Historic Preservation Program or the Education & Technology Program, or chairs of specific expertise such as the chair of the QST editor or graphic design. Donors may offer other suggestions that would be reviewed by the CCC to ensure that such programs, endowed chairs or physical spaces are aligned with ARRL strategic goals. 

Creation of the Development Advisory Board

It is expected that the Centennial Campaign, and the work of the CCC, will set the stage for the future of ARRL Development.  If the CCC is a success, it will serve as the model for transition from two separate organizations into a single development unit that could manage all fund raising activities, including the scholarship and grant programs currently administered by the ARRL Foundation.  As the Centennial Campaign winds down and final reports are prepared, the experiences and lessons learned from using the CCC concept will be valuable in moving forward with the next step in continuing with an advisory board concept. 

At the close of the Centennial Campaign, an evaluation and lessons learned will be performed on the CCC concept. If it proves successful, then any necessary adjustments will be made and the CCC will transition its campaign role into a permanent committee reporting to the ARRL Board to support the Development Office and its fund raising activities as the new ARRL Development Advisory Board. The Development Advisory Board may include some members of the CCC, but may attract new members and even new leadership.  The continuation of this group will give the ability to strengthen relationships with prospects and expand relationships with current donors capable of six- and seven-figure gifts by providing a group of experienced leaders and philanthropists who can represent ARRL in personal visits and provide the access that donors seek.

It is expected that the Development Advisory Board will build on the success of the campaign and maintain involvement of major donors with the Development program. The experience and expertise of such an Advisory Board will provide needed support to the Development Office to address the issues and ideas that fund raising presents. The donor relationships cultivated by members of the committee during the Centennial Campaign will ensure long-term relationships between the ARRL and the individuals who make significant contributions and deserve the access and information that these individuals can provide.

Conclusion and Recommendations

The overall future of development at ARRL is the focus of this paper and a challenge of importance to the future financial health of ARRL.  The resources of the ARRL and the ARRL Foundation are key to fund raising. Leveraging the ARRL Centennial in 2014 provides a window of opportunity to implement program changes to enhance donor contributions. The transition of the ARRL Centennial Campaign Committee to that of a Development Advisory Board will continue the contributions of experienced individuals to support a more mature and robust Development Office. The launch of a major fund raising campaign over the next three years will raise the bar toward a more robust fund raising effort and the elevation the role of development in the organization over the next decade or more. 

The Ad Hoc Committee recommends the following immediate action by the Board:

1.) The Board of Directors accept this Report of the Ad Hoc Committee on the ARRL Foundation and move towards implementation of the strategies and concepts contained in the Report.

2.) A Centennial Campaign Committee be created as outlined herein.

3.) A nominating committee be formed including the ARRL Foundation President, ARRL Chief Executive Officer, ARRL Chief Development Officer, and a Vice President appointed by the ARRL President, to identify and recruit the Chairman and other members of the Centennial Campaign Committee, and to submit those nominations to the ARRL President for approval.

Respectfully Submitted,

Rick Roderick – K5UR

Members of the Committee

Vice President Rick Roderick – K5UR

Chief Executive Officer Dave Sumner – K1ZZ

Chief Development Officer Mary M. Hobart – K1MMH

Director Jim Fenstermaker – K9JF

Director Tom Frenaye – K1KI

1
 166494-1


